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ePPT - NG Master Schedule April 28, 2023 Deployment (Re-Baseline) 
as of Nov 8, 2022 


Task Name Finish Predecessors Successors | 2023 April a re 2023 May | 
| | 25, 28/311 03/06/09 12/15/18 | 21/24/ 27/30/03 06/09 | 12 15 18 21 24 (27. 30, 


Go-No-Go Directors Mon 23-04-17 2 

a | Go-No-Go DG approval Fri 23-04-21 3 2 

Es Go-No-Go IRCC SADM Fri 23-05-12 4 
b- Go-No-Go ESDC ADM Fri 23-05-12 4 16FS+9 days 
7 à Ministerial B Series Public Unveiling Event Mon 23-04-17 16FS+25 days 

ia g 7 Authority To Operate Granted (ATO-C) h 

Ie 9 a Security Control Traceability Matrix SCTM He ‘a 

= 10 IT OSM finalized La as 


Di 1 1. Security Assessment Report (SAR) (Wave 1) Fri 23-04-21 9,10 ja | i 
. aa à : AP Pri. go coe us 33 1.4 | : M 4-21 


a 13 ATO-C signed Wed 23-04-26 12 15FS+7 days 
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Lesson 
Learned # 


a eae Category 


| E | 


E EL 
i 7 
IT 
T 


Sep 22 


IT — IITB 


Phase 3 — |ITB Project 
Management 
Nov 4th 2022 IT — IITB 


Roles & 


Responsibilities 


Risk/Issue or CR 
# (if any) 


EPMO's lack of capacity to dedicate the required 
effort needed to support the Project file has 
impacted timelines. 


PSS not being deployed abroad along side the 
domestic deployment impacted the project 
timeline and scope delivery. 


The frequency of bilateral meetings between 
specific stakeholders to discuss targeted topics 
(i.e., abroad deployment or system bugs/testing) 
has been beneficial and should continue 
throughout the project life cycle. 


With many moving parts and partners involved, it 
is challenging at times to connect all the dots and 
to get a clear picture of the overall progress of the 
project. 


Not having a RACI or baseline schedule that 
clearly identifying roles and responsibilities to 
improve accountability on specific task that have 
concrete deadlines. 


Causes/Trigger 
Limited EPMO capacity for high priority 
projects with short timelines cause delays for 
project deliverables as response times lag. 


With the evolution of gating 
requirements and ever changing 
policies quick responses on latest 
directives, in particular how they relate 
to an in-flight project, is often delayed. 
This creates challenges to ensure the 
project timelines are met. 


The project encountered a delay as the |It was necessary to make changes to 
acquisition of the World Reach Contract |Cosmos in line with the project schedule. 
was required by IRCC. 


Sub-working group meeting with the 
project stakeholders has allowed for 
consistent engagement and 
participation in completing deliverables. 


Open communication faciliates project 
deliverables and timelines. 


Improve accountability with Inability to hold stakeholders accountable for 
stakeholders on specific tasks to avoid |deliverables in the Project schedule. 
any delays to the timeline. 


Improve accountability with Inability to hold stakeholders accountable for 
stakeholders on specific tasks to avoid |deliverables in their Work Packages or in the 
any delays to the timeline. Project schedule. 


Recommendation Reference - if applicable 
Ensure that EPMO assigns a representative 
who is actively available, when needed, to 


meet with high priority projects. 


Scheduling regular bi-weekly meetings with 
EPMO to ensure there is time set aside in 
EPMO's schedule specifically to address 
ePPT-NG project needs in particular relating 
to gating helps mitigate potential issues. 


Feedback from Lessons 
Learned Questionnaire. Sent 
Oct. 25, 2022 


Allow the IT system expert at GAC to be 
involved in drafting the BRs for the Cosmos 
system changes; leverage the IT expertise 
at GAC. 


Form key sub-working groups based on the |Feedback from Lessons 
level of work to complete to ensure open Learned Questionnaire. Sent 
communication between all parties. Oct. 25, 2022 


Having a clearly defined project plan (with 
sub-activities for each group), timelines, 
contact details are critical to the delivery of 
the project and to the efficiency and 
accuracy of information sharing and 
gathering. 


Feedback from Lessons 
Learned Questionnaire. Sent 
Oct. 25, 2022 


Clearly identifying roles and responsibilities 
as part of a RACI to improve accountability 
on specific task that have concrete 
deadlines. 
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Stakeholder 
Management 


N 
jo) 


Stakeholders not meeting deadlines on project 
met by proposing a resolution with a set date. effects to other deliverables pushed out |and timelines; furthermore, it affects 
due to delays. There are implications to |interdependencies within schedule. 
resources allocated to work on 

deliverables at specific times. Continual 

follow-ups on overdue items creates 

extra work for stakeholders trying to 

complete deliverables. 


Nov 4th 2022 ESDC 


Nov 4th 2022 IT — IITB 


Nov 4th 2022 ESDC 


Nov 2 2022 Phase 3 Passport Program 
Policy/ Admissibility/ 
SPP 


Document 
Management 


N 


N _ 


GC Docs is not always a realiable source for 
accessing documentation between project teams. |on the site and can take a long time to 
get access for new employees 


It can be challenging to find information |For this project, IRCC has restricted GC 
Docs access to other departments 


Approvals are delay or take longer than 
expected. 


Transmission of information differs in 
each department. 


Governance Each department has a different governance 
approval process which affects the project 


deadlines for approvals. 


Communication and collaboration between 
stakeholders is crucial to anchor project 
alignment. 


Stakeholder 
Management 


N 
w 


The entire project team is supportive, 
respectful, and works diligently towards 
completing the ePPT-NG project. 


tasks and identifying if these deadlines cannot be |on the project which creates cascading |stakeholders ability to adapt their resources 


Ensure alignment amongst all stakeholders. 


our sub-working meetings in addition to 
centralize reporting. 


Create a Partner/employee Gcdocs 
workspace granting access to all project 
stakeholders. 


Stakeholders to be aware of other 
departments governance processes when 
seeking approvals. 


To continue frequent meetings engage 
stakeholders to provide status updates, 
identify constraints and share next steps. 


k Immigration, Refugees 
and Citizenship Canada 


Information disclosed under the Access to Information Act 


Immigration, Réfugiés 
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Lessens accountability to stakeholders |There are project delays which inhibits other |Introduce schedule conversations as part of |Feedback from Lessons 


Learned Questionnaire. Sent 
Oct. 25, 2022 


Feedback from Lessons 
Learned Questionnaire. Sent 
Oct. 25, 2022 


Feedback from Lessons 
Learned Questionnaire. Sent 
Oct. 25, 2022 
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Project Complexity and Risk Rating: 
Next Project Gate: 


Organization: Immigration, Refugees and Citizenship Canada Project Phase: Delivery and Transition 


Report as of: 2023-Apr-30 


Level 3 - Evolutionary Overall Project 
Health 
Schedule 


Project: ePassport Next Generation (ePPT-NG) 7 - Post Implementation Review 


Executive Summary: Project Sponsor: SADM Mills Project Cost: 
Current Period: Approved Budget $161 Million 
Following a pending decision from MINO to delay the Ministerial reveal of the new passport, the project will no longer deploy on April 28, Actual/Forecast Cost: $161 Million 
2023. Following a decision, six (6) weeks lead time will be required for specimen book distribution globally and travel planning. In addition, to 


maintain the current project close out date and budget, the project will be de-scoping end state content. A minor release was secured for 

June 6, 2023 to get additional fixes into GCMS for Passport bugs, issues and CRs. 
Forecast: 161 
A Ministerial unveiling of the new B series passport design is schedule in April 2023. A go-no-go decision will align with the new deployment 161 


date. The project will undergo a rebaselining exercise. A decision document will be circulated to de-scope end state content. 


Overall Status: 
Project continues to progress, while awaiting a new deployment date. Overall status remains yellow. New risks and issues being drafted. 


Business Outcomes: 


è Secure booklet design contributes to Canadians having confidence in Passport Program 
è Improved overall security of passport 
e Enhanced technology 


Project Schedule Project Launch Date: re 
2016-Jun-01 


[First (Ottawa) and Second (Laval) Site Readiness | 2023-May-01 | 2023-June-09 | 0.00 | 
EL [Specimen Book Printing | 2023.Maro6 | 2o23Maro | ooo OE 
S504 [Complete User Acceptance Testing (Phase 3) | © 2024-Feb-28 | 2024-Feb-28 | 000 | 
D EDS nn nn nn nn [New Printers Readiness Verification | ozaro | 2023Apr07 | oo | 
= $20.00 


Financial Summary (six quarters) 


eee : 7 
a 215.00 Disaster Recovery Delivery 2023-May-22 2023-Apr-17 | OO” 
$10.00 Solution and Equipment Testing (End State) 2024-Jan-10 | | o0 e| 
$5.00 Domestic Deployment Completed 2024-Feb-26 2024-Feb-26 | 000 | 
SO 


Abroad Deployent Completed 2024-May-30 2024-May-30 | 000 | 
, ? | 2024-Oct-31 2024-Oct-31 | 0.00 | 
Project Completion 2024-Oct-31 2024-Oct-31 HVALUE! 


$18.52 


Project Scope / Requests for Change (RFC) 


O moeras Sang S SSS SSS S SS 
7 a 


Probability (Likelihood) 


Risk 1: Achievability of the IT Key Milestones Timeline (R63) 
Category: High Impact with High Probability 


This Period | 2 | 4 
Toal A ee ee ee eee 


Assign more App Dev resources to complete the IT Con Ops, IT OSM 
ATO Approval Delay and SCTM in an accelerated timeframe to meet SSC’s Gate 4 on 17-Apr-23 App Dev 
April 17, 2023. 
Assign more resources to resolve outstanding issues and revise the 
deployment schedule with PPMI to minimize disruptions on day-to- App Dev 
NG Projects Ai P ý Ep 
Project Delays Duco an Poministiatlve Saivices (PA) As part of the project rebaselining exercise, any impacts of the CPPB/PDB 
trike strike to the deployment will be captured 


Response: Stakeholders meet on a regular basis to updates on IT Key Milestones. Project Issues 
SSC and ESDC are assisting in the development of project documentation. 
Work on DR activities will commence post ePPT-NG Go-Live 

Risk 2: IT Operations resource risk due to concurrent projects & operational priorities (R23) 
Category High Impact with High Probability 

Response: Sub-Working Groups have been identified and have regularly scheduled meetings to discuss 
progress, issues, questions, etc. 


IT Ops resources are working overtime to deliver on multiple projects. 


en 


Se ne 


Shee cee 
See 
Spe 


OR 


Gaps in Functionalities and Requirements between PPMI & ePPT- 


Impact (Consequences) 


day operations. 


Useful Links: 
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Due to several pandemic related supply chain and other issues, unforeseen departmental priorities the 
release of the new passport has experienced some slight delays. The projected deployment date is being 
confirmed now that the new booklet has been unveiled.. The ePassport Next Generation Project is now 
targeting late Soring or early Summer 2023 for deployment in Canada followed by abroad deployment 
in Spring 2024. The fee structure will remain the same for all services. 
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Rating (PM Accountability) 


Change Request Form 


Purpose of form: Change requests need to be formally documented to ensure clarity 
and understanding by the Project Sponsor and all stakeholders. This ensures proper 
assessment and decision making of the proposed change. This template also 
ensures a consistent format is applied across all project areas. 


2 Impact? 


A — Identification 


3 Project Name 

ePassport Next Generation (ePPT-NG) 
4 CRID 

CR-56 


s CR GCDOCs # 


| | 462868739 
ePPT-NG Project Re-baseline 
7 Amendment ID (lf applicable, identify Amendments? ID numbers) 8 Amendment Approved Date (If applicable) 
N/A N/A 


9 Description of Proposed Change (Specify what change is being requested. Include reference to business requirements/specifications. 
Reference changes to applicable legislation/regulations, new policies or standards, etc.) 


The intent of this project Change Request (CR) is two-fold: 
1. To approve the new domestic deployment start date of April 28, 2023. 
2. To capture any cost(s) in changing the deployment start date from March 31, 2023 to April 28, 2023. 


Background: 


In February 2022, the work package and financial assessment exercise concluded that the ePPT-NG Project 
did not have sufficient Expenditure Authority (EA) to complete the Project. As a result, the second re- 


baseline exercise was launched. 
Not relevant as per clarification agreement with requester 


In Summer 2022, due to shifts in departmental priorities, | i content was postponed from 
July 2022 to September 2022. The domestic deployment start date was pushed from January 2023 to March 
31, 2023 and Director Level Impact Assessments were completed. 


Current Status: 


On November 1, 2022, Application Development (previously IT Operations) advised that the domestic 
deployment start date of March 31 2023 could not be achieved. During the = =————— for 

in January 2023. As such, ePPT-NG cannot deploy until these issues are resolved and 
testing is complete. 


14- GCDOCS# 367049763 Version 2.0 
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Therefore, the domestic deployment start date is now April 28, 2023 with the Production go-live date on 
May 1, 2023, as approved in “Decision Document — Domestic Deployment One-Month Delay”. 


The one-month delay only affects the Ottawa regional office, the first office in the deployment site 
sequencing. Subsequent offices and their deployment dates will be maintained as per the current site 
sequencing schedule. 


Considerations: 


e Stakeholders must capture any cost(s) in changing the deployment start date from March 31, 2023 to 
April 28, 2023. Only additional costs must be captured in the new costing tool. 

e The impact assessment form and costing originally submitted are provided to stakeholders who 
submitted them and must be referenced. 
FMA endorsement of any additional costs is mandatory. 

e Although the domestic deployment start date was delayed by one month, the project closeout date 
remains as October 2024. 

e The impact assessment will be required December 20, 2022, in order to re-baseline the project 
schedule and present it to the Treasury Board Secretariat. 


10 Reason for Change (Specify why the request is required, including cause(s) if known. Ensure that the reason for the change proposal is 
aligned with the business needs.) 


To ensure the Project schedule reflects the new domestic deployment start date of April 28, 2023, and that 
all budget allocations are adjusted to reflect the changes in the Project. 


11 Type Corrective Action 


12 Requestor (Insert the name, 2 1 | 13 Date (Insert the date of the December 12, 2022 
area, and contact information of Director, Business Strategy | change proposal) 

the change initiator) and Innovation, Citizenship 
and Passport Programs 
Branch 
Immigration, Refugees and 
Citizenship Canada / 
Government of Canada 


B — Referral (To be completed by the Project Manager) 


14 CR recommended for Impact Assessment 
If “YES”, forward form to the Project Management Board [Branch Project YES 
Governance] for assessment. 


16 Date (Insert the date of referral) December 12, 
Project Delivery Branch 2022 


15 Project Manager (Insert Immigration, Refugees 
the name, area, and contact and Citizenship Canad 


information of Project Manager) . 


C - Impact Assessment (To be completed by the Project Delivery Division with the Project Manager) 
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17 Deliverable(s) Impacted (Identify the primary deliverable(s) impacted. Description should align to the project deliverables identified in the 
formal submission for project approval and supporting Project Charter and Project Management Plan 


e Project Budget 
Costing Documents 
Project’s Integrated Schedule 
Project's Integrated Critical Path(s) 
Project Management Plan (PMP) 
Gate 6 approval 


18 Baseline Project Artifact Impacted 19 Work Breakdown Structure (WBS) 
(Specify which PM Documentation is subject to the CR) element(s) Impacted 

e Project’s Integrated Schedule e All of the WBS 

e Projects Budget 


20 Scope Impact (Identify the overall impact to the approved project scope. If applicable, reference the deliverable description identified in the 
latest Project Management artifact formally approved (Business Case, Project Charter, Project Management Plan) and corresponding WBS. 


N/A 


21 Schedule Impact (Identify the overall impact to the approved project schedule and critical path. Reference impacts to dependencies with 
other project schedules. If applicable, reference the timelines / critical path identified in the Project Management Plan and to any formal time 
commitments made with stakeholders.) 


Estimated Scheduled Impact: 
Xx] Slip to critical path 

[| Slip to non-critical path 

[|] No schedule impact 


Following the reception of the IA, the project schedule will be updated to reflect all revised 
activities/deliverables dates. Once this exercise is complete, the project schedule will be officially re- 
baselined through the second part of this CR and approved via the project governance. 
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22 Cost Impact (Identify the overall impact to the approved project budget. This includes all salary, O&M, capital costs, etc., associated with 
implementing the proposed change. Reference impacts to overall funding strategies approved to support the project delivery. If applicable, reference 
the costs identified, in consultation with the FMA, in the Project Management Plan and project financial reports.) 


Estimated Cost Impact: 


2022-23 2035-34 2044-25 
ROR SALAR E SALARY  NON-SALARY | SALARY NON-SALARY 


ePPT NG CR-56 


2,273,588 

AF BFE 

Ces. - Extension& Mew Sites - - | 2: 282, 756 Fi FD - - 326.5 SABRE 
tos - Decommissioning - - = - ZE 3,314 BA z 505522 
S- Network Anaigtics a LES 35 oS 25 566 5a D - - - Bat 732 
tes - Domain Controiiers PERE) AE) 2 = - - - - rB 


-i Da RCI ~. i = è Z = 165,452 
5- Release Design = i? = - - 135.000 
~ Rack Design - 7 N 2 . 75,000 
- OF 5 SE no S33 Tirer - - 647 405 


40 D 
LA 


3 À oc 
Ti 
iñ 


ta 
TI 
iñ 


- Data Encreption 83, - - - 466,563 
- Laser Engraver - 4 27) QE. 5E SES ¿Gi HET - - 1,147,182 
66,146 

5 JOR OF LE 

152,904 3A27, 557 3,580,858 5 787.770 68,314 S74,574 LA: 3,428,342 

201,669 258,300 

: 126,695 1,054,517 

S873, 592 4,065, 6.5 Pai REY ESA 1201269 LISTO7FE 10,781,759 


cao 
i iñ 


Link for additionnal details: 
nttos://eccdocs?2.ci.gc.ca/otes/cs.exe/link/468645586 


Funding in the amount of $10,781,159 ($9,428 342 plus EBP/HST) will be funded by the ePPT-NG 
contingency. 
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23 Complexity & Risk Impact (Identify areas of complexity and risk that could be affected from the proposed change and impact project 
delivery. Identify risks to business requirements or anticipated program outcomes. If applicable, review the approved Project Complexity and Risk 
Assessment (PCRA) submitted to support project approval. Submit the PCRA for revalidation of rating (if needed) and submit with the CR to support 
change approval) 


The changes being proposed will not impact the Project Complexity and Risk Assessment (PCRA) 
established for the project. 


24.Benefits Impact (Specify any impacts to applicable Benefits listed in the Benefits Realization Plan.) 


The Planned Benefits listed in the Benefits Realization Plan are: 


Secure passport design: The percentage of survey respondents who feel confident in travelling abroad 
with a Canadian travel document. 


Maintain the integrity of the Passport Program: The improved overall security design of ePPT-NG over 
the current ePPT and alignment with 


25 Impacted Parties (List the stakeholders, interdependent projects, programs, services and/or any other parties involved or dependent that 
could be impacted) 


All Project Management Board (PMB) members and respective branches were consulted: 
e Citizenship and Passport Programs Branch (CPPB), 

Admissibility, 

Financial Strategy Branch (FSB), 

Financial Partnerships, 

Administration, Security and Accommodation (ASA), 

Human Resources, 

Digital Strategy, Services and Innovation Sector-IT OPS (DSSI) 

Project Delivery Branch (PDB), 

Communications Branch, 

Vendor Management Office (VMO) 

Public Services and Procurement Canada (PSPC), 

Employment and Social Development Canada (ESDC), 

Global Affairs Canada (GAC), 

Shared Services Canada (SSC) and, 

Canadian Bank Note (CBN). 


26 Impact(s) if Not Approved (Identify overall impacts to project deliverables if the proposed change is not approved. Highlight detrimental 
impacts to project deliverables and related business (program) outcomes. Identify the impact(s) to the overall quality of project deliverables) 


If the project CR is not approved, ePPT-NG will be unable to update the project schedule’s domestic 
deployment date and unable to capture any cost(s) in changing the deployment start date from March 31, 
2023 to April 28, 2023. There would be no schedule to identify wnen the new Personalization Software 
solution (PSS) and the new Series B Travel Documents, domestically and abroad, would be implemented. 


27 Comments / Recommendations (Highlight any other considerations for supporting change approval. Review and summarize the findings of the 
impact assessments from all affected areas. Identify strategies for implementing the change, if approved, as well as funding management strategies) 


It is recommended that this CR be approved in order to allow ePPT-NG to deploy the new Personalization 
software Solution (PSS) on April 28, 2023, issue the new Series B Travel Documents and complete the 
Project close-out activities in October 2024. 
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| 29 Date (Insert the date December 13, 2022 
Business Expert, Enterprise Project and | of assessment) 
Program Management, 
Corporate Services Sector, Immigration, 
Refugees and Citizenship Canada 
{ a 


28 Assessment done by 
(Insert the name, area, and 
contact information) 


D — Approvals‘ To be completed by Project Manager, in accordance with the Branch Project Governance 


30 Decision (Check only one of the following boxes) 


LJ E ndorsed (to be sent to Governance, if CR rating is outside Project Management Board (PMB) authority. Please reference the Project Change Management 
Thresholds and Governance Oversight table at the end of this form) 


> 
Approved (if CR rating within PMB authority, please reference the Project Change Management Thresholds and Governance Oversight table at the end of this 
form) 


L] Rejected 
C1 Deferred 
O Cancelled 


31 Decision Rationale 


32 Decision by (Insert the 33 Date (Insert date of 
name, title and branch information) Director General / Directrice générale, approval) 
Enterprise Project and Programme 
Management Branch 
Immigration, Refugees and Citizenship 
Canada 


34 Decision by (Insert the 35 Date (Insert date of January 3, 2023 
name, title and branch information) Director General, Citizenship and approval) 
Passport Program Guidance. 
Immigration, Refugees and Citizenship 
Canada / G t of Canad 


E — Governance Approvals (To be completed by Project Manager, in accordance with Governance Record of Decision) 


36 Decision (Check only one of the following boxes) 


XK Approved 
O Rejected 
O Deferred 
O Cancelled 


37 Decision Rationale (Please append ROD to this form) 


38 Decision by (Insert PMB 39 Date of Record of January 40 GCDOCs # (Insert # 


Committee name) Decision (Insert date of 25, 2023 associated with RoD) 
approval) 
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F — Implementation (To be completed by the Project Manager) 


41 CR Implementation (confirms that the CR has been properly 


implemented and confirmed, e.g., any required tasks are completed and 
documentation is formally amended accordingly) 


42 Project Manager (Insert 
the name, area, and contact 
information of PM) 


Minor scope impact 
Minimal impact or 
savings on resource 
allocations 

Zero or minimal impact 
on the magnitude and 
timeline for benefit 
realization 

Zero or minimal impact 
to measuring and 
demonstrating benefits 
No TB commitments 
impacted 


Schedule variance of 
<10% 

No impact to 
scheduled duration of 
project activities or 
project completion 
date 


Proj ry 
Immigration, Refugees 


YES 


43 Date (Insert the date of Close- 


out) 


Medium scope impact 

No Project Charter commitments 
impacted 

No TB commitments impacted 
Moderate impact on resource 
allocations. 

Moderate impact on the magnitude 
and timelines for benefit realization 
Moderate impact to measuring and 
demonstrating benefits 


Schedule variance of >10% - <20% 
Impacts outcomes identified in the 
Business Case 

May impact scheduled duration of 
activities however can still be 
managed within the scheduled 
project completion date and critical 
path milestones will be met 

No external dependencies or impact 
to duration of other projects, 
organizational, OGD project 
activities 


scope of project change such 
that the expected outcomes of 
the project are impacted 
significantly 

Major impact to resource 
allocations (human, 
accommodation, infrastructure) 
TB commitments are altered or 
de-scoped 

significant impact on the 
magnitude and timelines for 
benefit realization 

Significant impact to measuring 
and demonstrating benefits 
schedule variance >20% 
Affects the scheduled project 
completion date and/or critical 
path milestone(s) 

External dependencies — new 
dependency identified or change 
to existing scheduling 
dependency 

Requires coordinated 
scheduling activities with other 
legislative, regulatory, strategic 
policy, project, organizational, 
OGD activities 


For all Projects 
The cost increase needs to 
follow this criterion: 
1. The total cost increase 1. 
should not exceed 
$500,000. 


For all Projects 

The cost increase needs to follow 
this criterion: 

The total cost increase should T: 
be between $500,000 and 

$3,500,000.. 


For all Projects 

The cost increase needs to follow 
this criterion 

The total cost increase is 
over $3.5 M. 


up to $3.5 M 


up to $500K Project with a contingency over $3.5 M 
e Funding available and limited to 
Project with a the Project Contingency. Project with a contingency 
contingency e Funding available and 
e Funding available and limited to the Project 
limited to the Project Contingency. 


Contingency. 
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Oversight 


Tier 2 
PCRA 1 > 
than $10M 

or PCRA 2 > 
than $5M 


Project 
Management 
Board (PMB - 
Director Level) 


Project 
Management 
Board (PMB - 
Director Level) 


Project 
Management 
Board (PMB - 
Director Level) 


Senior Review 
Board 
(SRB - DG Level) 


Senior Review 
Board 
(SRB - DG Level) 


Project 
Management 
Board (PMB - 
Director Level) 
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enior Review Board ( ) y app 
from the Project Oversight tee (POC DG Level)’, if 
required 


Memorandum, including CFO recommendation (signature 
block), to obtain Project Sponsor and ADM Business Owner 
approval 


Note: Projects with TBS Oversight will be required to submit to 
TBS for approval of major change in scope and schedule. 
Should cost requirements exceed the remaining Expenditure 
Authority, TBS approval, via TB Submission, would be sought 
for the increase to the Expenditure Authority and funding 
requirement (as applicable). 

Senior Review Board (SRB - DG Level) followed by approval 
from the Project Oversight Committee (POC DG Level)’, if 
required 


Memorandum, including CFO recommendation (signature 
block), to obtain Project Sponsor and ADM Business Owner 
approval 


Senior Review Board (SRB - DG Level) followed by approval 
from the Project Oversight Committee (POC DG Level)’, if 
required 

Memorandum, including CFO recommendation (signature 
block), to obtain Project Sponsor and ADM Business Owner 
approval 
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Approvals: 


Approved via email on January 4th, 2023 
| Project Lead 

Director General, Citizenship and Passport Programs Branch (CPPB) 
Immigration, Refugees and Citizenship Canada 


e-approva 


Director General, Project Delivery Branch (PDB) 
Immigration, Refugees and Citizenship Canada 


Acting on Behalf of 


Business Lead & Contract Authority 
Director, CPPB-Business Strategy and Innovation (BSI) 
Immigration, Refugees and Citizenship Canada 


Direc or, 
Immigration, Refugees and Citizenship Canada 
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1. Conduct a second smaller ITPR Response: Closed Closed 
| closer to the deployment date to The Project recognizes and supports the importance of ensuring the readiness of 

assess testing, training, the new ePPT-NG solution through appropriate testing and validation. The Project 

communications etc. also recognizes the importance of training, communications and change 


management with IRCC, ESDC and GAC prior to the domestic deployment 
scheduled on April 28, 2023 followed by abroad deployment to begin in May 2024. 


As no concerns were identified in the latest Independent Third Party Review (ITPR) 
rather than conduct a second review, the Project will proceed with Gate 6 
preparations including a fulsome assessment of deployment readiness by 
reviewing testing results, training and communications plans. 


Action: 

In lieu of conducting a second smaller ITPR, the Project has developed a 
comprehensive Go-No-Go Checklist to ensure deployment readiness on April 28, 
2023. The Project will monitor the health of each milestone/deliverable identified 
as part of this Checklist with key stakeholders. The Project will also have 
completed Gate 6 materials including review of the testing results, training and 
communications plans 8 weeks in advance (Gate 6 tentatively scheduled on 
February 21, 2023). Delays or concerns will be raised and mitigated accordingly. 


i 
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2. It is recommended that the Reject Response: Ongoing Closed 
Project Decision log be used to The Project recognizes the importance of formally documenting decisions made 
document any decisions that are for the ePPT-NG Project. Therefore, the Project will continue utilizing the central 
made at the regular ADM and log to ensure it is maintained up to date, as decisions are made. The ePPT-NG 
DM meetings Project is a Passport Program departmental priority, with prominent presence at 


recurring ADM and DM level meetings, where bi-weekly status updates are 
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drafted and circulated for each of these senior level meetings and are made 
available to the Project team and captured in the Project decision log. 


Action: 
The Project will continue to utilize the current Project Decision log. Reference 
documents are available at the GCDocs links below: 


ePPT-NG Central Log: 


Project Management Board (PMB): 


nttos://eccocs?.cl.ec.ca/otes/cs.exe/link/130233187 


3. Deployment schedule for Service 
Canada sites must be closely 
monitored for any changes in site 
deployment order 


Response: 


The Project agrees with the recommendation. ESDC and IRCC are key stakeholders 


that engage on a regular basis at various levels via the governance structure (i.e.: 
Sub Working-Groups (SWG), Risks and Issue Management Meeting (RIMM), 


Project Management Board (PMB), Senior Project Review Board (SPRB), Executive 


Management Board (EMB) and other Director and Director General (DG) level 
recurring meetings. 


The ePPT-NG Project will leverage the Passport Integrated Risk Management 


(PIRM) Working Group to raise all deployment activities or issues impacting other 
Passport modernization projects, including the Domestic Service Delivery Network 


and operations 


Ongoing Closed 
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4. Complete schedule re-baselining Accept 
as soon as possible in order for 
all activities to be properly 
monitored 


ConOps and IT Operational 

Support Model to allow SSC to 
pass their Gate 4 (Operational 
Readiness Review) on April 3", 


5. EnsurepromptcompletionofIT Accept 


Action: 

The Project will continue to engage, and collaborate with ESDC regarding site 
sequencing and deployment readiness, closely monitoring any changes made to 
the ESDC site sequencing and domestic deployment plan through established 
SWGs. Any changes or concerns will be promptly escalated as needed. 


Response: Ongoing 
The Project agrees recognizing the importance of finalizing the Integrated Project 
Schedule promptly. 


Not relevant as per clarification agreement with requester 


Action: 

The Project is working diligently and making good progress on updating the 
schedule. A full re-baselining is underway establishing the new deployment date 
of April 28, 2023. 


In addition, there are bi-weekly DG level status updates and will continue to 
closely monitor and track progress on all tasks and upcoming deliverables from all 
stakeholders. 


The Project agrees with this recommendation and took action to ensure 
completion of the IT Concept of Operations (Con Ops) and IT Operational Support 
Model are prioritized so as to not delay the upcoming Gate 4 approval process 
which could impact deployment of the new solution. IRCC and SSC are continuing 
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their collaborative efforts in completing the IT Con Ops and IT Operational Support 
Model that is on track to meet SSC’s timeline for Gate 4 approval on April 3, 2023. 


In the interim, SSC and IRCC will prioritize immediate items to address in the IT 
Con Ops and IT Operational Support Model as a mitigation to a risk identified by 
SSC and the IRCC Partnership team. IRCC is aiming to have both documents 
completed by February, 2023 which aligns with SSC’s requirement for their Gate 4 
approval. 


Action: 
The Project has established a weekly series of working level meetings between 
IRCC and SSC where key areas of common interest and dependency are discussed. 


In addition, trilateral (IRCC, ESDC and SSC) weekly Director and Director General 
level meetings take place where status updates on the IT Con Ops and IT 


6. Work with ESDSC to ensure Accept Response: Ongoing Open 
alignment of artifacts in support ESDC and IRCC are key stakeholders that engage on a regular basis at various 
of their Gate 4, planned to levels. 
coincide with the end of the 
Deployment Phase To facilitate the realization of all benefits and intended business value from 


project investments, the Project recognizes that external stakeholder 
requirements for gate approval may differ from IRCC’s. 


The Project continues to ensure that ESDC and other stakeholders are included in 
the development/review of ePPT-NG project artifacts and has shared those with 
ESDC to ensure information is consistent to support and solidify their artifacts for 
gating approvals. 


Action: 

The Project has established a series of bi-weekly working-level meetings with ESDC 
whereby key areas of common interest and dependency are discussed. The 
Project will include, as a standing Agenda Item, ESDC’s Gate 4 readiness to ensure 
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7. Delay Gate 6 until January 2023 Accept Response: Closed Closed 
to allow for proper completion of IRCC Enterprise Project Management Office (EPMO) is responsible for providing 
the Detailed Deployment Plan stewardship of the IRCC Project Gate Review process. All projects must submit 
and Transition Plan. With Gate 6 gate documentation and deliverables to EPMO in order to ensure proper 
tentatively scheduled for January governance endorsement. Their recommendation on gating readiness has been 
24, 2023, project artifacts would sought and an action plan has been established based on their review and input. 


not be required by EPMO until 
December 20, 2022, providing 
the project team an additional 


five (5) weeks to finalize these 
key artifacts requirement to provide an Authority to Operate (ATO), User Acceptance Testing 


(UAT) and Security Assessment & Authorization (SA&A) documents would be 
further advanced. In addition, postponing Gate 6 approval provides sufficient time 


The Project Team determined that proceeding with Gate 6 in February 2023 
increases the probability of obtaining gate approval with minimal exemptions. The 


to complete the re-baseline exercise; obtain TBS input, conduct further 
consultations with stakeholders and finally, demonstrate project readiness for 
Gate 6 in February 2023. 


Action: 

The Project obtained DG approval through Decision Document - Gate 6 approval 
The Project continues to finalize Project Artifacts for Gate 6 in February 2023. 
Stakeholders provide weekly status reports on their project deliverables. 


The Project team meets weekly with EPMO to discuss gating requirements and 
conditions as necessary. A thorough revision of gating material continues to 
| ensure the project is prepared for Gate 6. 


8. To accommodate the desire by Reject Response: Closed Closed 
Senior Management for As indicated above, IRCC EPMO is responsible for providing stewardship of the 
validation of the Gate 6 artifacts IRCC Project Gate Review process. All projects must submit gate documentation 
prior to the end of 2022, it is and deliverables to EPMO in order to ensure proper governance endorsement. 
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recommended that an 
independent quality review of 
both the Detailed Deployment 
Plan and Transition Plan be 
completed prior to the end of 
2022, with deficiencies noted and 
an action plan developed to 
address these deficiencies 


Their recommendation on gating readiness will be sought and an action plan 
established based on their review and input. 


The Project recognized the constraints on the timeline to obtain Gate 6 approval in 
mid-December 2022 and has postponed to February 2023. 


Although the Detailed Deployment Plan and Transition Plan with their respective 
supporting documents have been delayed, the Project is working closely with 
stakeholders to get them realigned. There are ongoing conversations with EPMO 
on gating requirements, to ensure project efforts are focused where needed to 
meet the tight timeline. 


Action: 

As indicated in Recommendation #7, the Project obtained DG approval to 
postpone Gate 6 until February 2023 resulting in additional time for the Project to 
complete and address deficiencies in both the Detailed Deployment Plan and the 
Transition Plan. 


In lieu of an independent quality review, the Project obtained EPMO’s feedback on 
the Detailed Deployment Plan and Transition Plan to ensure gaps were addressed, 
and alignment and expectations on template requirements were met. Work with 
EPMO will be ongoing as required to discuss gating requirements and conditions. 


A final version of both the Detailed Deployment Plan and the Transition Plan have 
obtained fulsome stakeholder quality review in December 2022. Both documents 
are on track for governance approval. 
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